2011 CIA PLENARY AGENDA - APPENDIX 7

CIA Events:  Issues and Recommendations
(EDS proposal for new sanction fees and performance bonds for CAT1 events)
1. 
Introduction
Quality FAI and CIA competitions are critical to develop and maintain sport ballooning.  The success of these competitions relies on effective organizations, superior competitors as well as a many other factors.  This report addresses some of the issues that are surfacing with CIA sanctioned events.  This includes cancelled events, poor organization, restrictive flight conditions and events which do not fulfil their obligations to competitors and officials.  This report focuses on Category One events and primarily World and Continental Championships.  It does not address event operational issues which are a topic onto their own. 

In order to fully understand the rationale of the recommendations, this report will initially highlight some of the main factors involved in competitions, the current issues and the progress made over the last 10 years, and concludes with recommendations for the future.  

2.
Event Issues
2.1  Organization

An organizer of a serious ballooning championship must recognize that it requires much more of an investment in time, resources and finances than fiesta balloon events.   With major championships the demands on an organizing committee are further increased and it is highly recommended that organizers build a solid team over a number of years before attempting a major championship. 
A solid organization needs.

a) A strong leader or leadership team with substantial international ballooning experience.
b) Long term commitment by the leadership to undertake increasingly larger events and competitions.

c) The direct involvement of local government and sporting agencies with a solid commitment to support the development of ballooning events.

d) Media and public relations experience or involvement of local media to develop promotional and marketing plans.

e) Involvement of the national balloon federation (NAC) is essential in preparation for international championships.  There should be on going liaison with the CIA to monitor the event progress. 
f) Commitment from sponsors or local government to ensure there will be enough funding and support to run the basic event.

g) Commitment from the appointed Event Director from the beginning of the planning process through to the completion of the event.  One that works closely with the organizers and the CIA in all aspects of the event.  

It should be noted that most of the major CIA sanctioned competitions have a balloonist as one of the organizations leaders if not the primary one.   

The overall organization can be a group of community volunteers, balloonists or a professional organization with the objective of making a profit.  The inclusion of the Event Director in the organization and long term planning process is a significant asset, provided they meet the needs of the competition, competitors and organizers. .   
A poor inexperienced organization with no local or national balloonist involvement, which wants to host a major championship, is a recipe for a unsuccessful event.  EDS encourages interested parties to develop their organization and event over several years, by taking on larger and more serious competitions each year. 
Concerns: 
a) Unless information is provided by the NAC or an experienced Event Director involved in the event, it is difficult for the CIA to know how good or poor an event organizer really is.  Most problems can be hidden and not even apparent during a site visit.   

b) Lack of organizers interested in host major competitions, especially large events, which often results in only one or two bids coming forward to the CIA. 

2.2  National Airsport Control (NAC) Organization and Balloon Federations

Since the NAC signs the FAI Organizers Agreement, it along with the national balloon federation must be directly involved in the event planning and operation to ensure that organizers meet all their obligations according to CIA standards.   The NAC representatives are the closest group to the event location and organizers so they should be able to maintain close contact with them.
FAI considers the NAC as a responsible and liable party should an event not be able to fulfil it’s contractual obligations. 

Concerns:  

a) The NAC’s generally do not take their role as seriously as they should when supporting event organizers by signing the FAI Organizers Agreement.
b) The organizers are not necessarily aware of what role the NAC’s should play in the overall event organization.  
2.3  Competitors

International competitors are the focal point of CIA Category One events to declare champions in a number of classes.   They bring their skills, costly equipment and crews to events, which can be expensive in terms of travel, accommodation and time devoted to attend. 

As a result, competitors in CIA sanctioned events have high expectations in a number of areas:
a) High level of competition between the best pilots 

b) Quality of the event including officiating, tasks, facilities, etc.
c) Challenging and attractive flying area

d) Value for their entry fee

e) Support from the organizers

f) Exposure for their sponsors

g) Generally good weather for ballooning

On the other hand, they bring a number of issues to the table, which include:
a) Other than flying, many highly competitive pilots are not interested in participating in public and media promotions, extended social events, or involvement with the community. 

b) A desire for unrestricted air space for wide open competitions. 

c) Generally not interested in event organization issues unless they are affected directly. 

d) Communication and social issues that come with different languages and cultures.
e) Personal preferences in tasks, officials, rules, use of loggers vs observers, flying terrain, etc. 
f) Reluctance to continue the evolution of competitive ballooning with using more technology.
At times there are confusing signals from competitors as to what direction ballooning should go, as a result these issues keep affecting future officials, organizers and event budgets.  
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Concerns:  Highly competitive international events are admirable goals, but are they really practical in the current sporting world where competition and spectacle are becoming blurred in light of public and media demand for a “show”.  The current generations are different and so are their tastes for events.   Where there is no “show”, there is no interest, and where there is no interest, there is no money.  

2.4  Officials
CIA Category One events require skilled officials to be able to stage a highly competitive and well scored event.  They develop their skills through experience over many years.  These are core volunteers that will do a lot of work provided their basic expenses, such as travel and accommodation are paid.  These officials are a direct cost to the organizer.
Over the last 5 to 8 years the number of officials needed has gone down significantly due to the use of new technology like GPS loggers.  The number of individuals involved has decreased from 1.4 to around .4 per competitor.  Although there has been a slight increase in the cost of using technology (often rented) the savings in manpower related costs have impacted event budgets significantly.
Some claim the competitions are not the same using loggers because observers improved the social environment, were able to help crews, could handle some unique tasks better than loggers and could be a growth path into becoming pilots.  Unfortunately, this view does not consider all the difficulties with their abilities, logistics, costs and sometimes poor results.  It also must be noted that the use of observers added more individuals in terms of Chief Observers, Debriefers, Chief Debriefers and associated administrative staff effort to handle the logistics. 
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The sport of ballooning is at a crossroads.  If the development of technology for competitive ballooning is stopped or delayed, it is foreseeable that it will hamper the evolution of ballooning as a public sport.  Instead, the technology achieved to date should be a basis to build faster or immediate scoring methods, real time public and media broadcasting and more interesting competitions.   
Concerns: The recent trend to “go back to the old ways” of competition will influence future development of the sport not only with increased hosting costs but interest in the sport in general. 
2.5  Finances
Running a balloon event takes money.   The larger and more complex the event, the more it costs.  The more people and services involved, the further costs increase.  On the other hand, to get more funding it takes good organization, marketing and performance by all involved.   It is not easy to find the right balance for competitors, organizers, sponsors, media, public and officials running the event.  As one group demands more, the affects rippled through the others.   
Major balloon championships are expensive, considering the facilities, staff and resources required to organize and run them.   An organization needs to devote a lot of their time and effort not only into finding good sponsorship but maintaining those relationships for years so that events can be built up.  When there are sufficient funds, the objectives of those involved can be addressed:
a) Organizers – to profit from their efforts 

b) Competitors – to take part in a top quality competition

c) Official – to run a excellent event

d) Sponsors – exposure and to realize their marketing goals with the money they contribute 

e) Media – a story to tell

f) Public – entertainment

The ideal situation is to have enough funds to meet everyone’s needs.   The reality is that sponsorship money is getting tighter so there must be compromises in some areas to meet the overall goals rather than individual ones.  The issue is what and where to compromise.  Some of the areas are:

a) Location – over or near cities attracts more public and media but is not great for competition.   On the other hand events away from the public do not attract sponsorship.

b) Media – their involvement promotes the event and sport in general.   Little or no media participation decreases the value of the current and future competitions.

c) Entry Fees – high entry fees discourage competitors but to lower the fees good sponsorship is needed.

d) Officials – These are core volunteers but the more officials, the higher the costs and logistics.   

e) Socials – The more socials and people attending the higher the costs.  But sponsors and government officials, who contribute to the event, like socials and VIP treatment. 
f) Cash flow – Always a problem prior to the event when sponsors contributions have not been received. 

Concerns: As the event costs increase for fuel, insurance, technology or officials, they must be offset by sufficient sponsorship or direct support of the events through higher entry fees.  The money must come from somewhere.   If funds are difficult to find, there will be fewer organizers willing to host major competitions. 

2.6  Sponsors 
The relationship with sponsors comes down to money or services.  Unless competitions are self funding through entry fees, sponsors must be attracted to contribute to the event.  Sponsors may be commercial companies, governments (eg. tourism agencies) or local government services.  All in someway contribute to key aspects of events.  

When an organizer obtains a CIA sanction, they are in effect purchasing a number of significant “rights” to the event.   These rights are potentially a valuable commodity, to the organizer, when seeking sponsors.   Additionally, the sporting aspect of the event justifies public, media and government involvement.  
From an event organizers point of view the prestige of a major ballooning championship should make fund raising a lot easier than a small event.  Unfortunately, competitive ballooning is generally not spectator friendly as many tasks involve long distances, flying at high altitudes and targets in remote areas.  Other than the spectacle of mass launches and watching the occasional target there is not a lot of attraction for the public and media.  Fiesta events are much more public friendly and may compliment a competitive event, provided funds are available for both. 

It takes considerable work by organizers to find and nurture sponsors, especially for events planned years in advance.  First they must receive value for their contributions in terms of advertising exposure and marketing opportunities.  Then they should receive VIP treatment through access to facilities and socials.  It is not necessarily easy to look after sponsors but extremely important for major events.  

Concerns: 
a) Although events are tailored to the competitor’s needs, sponsors are a very important component of major competitions.  They want and should receive “value” for their money or efforts.  This will mean some trade offs to how and where the competition is run. 
b)  Obtaining sponsorship will continue to require a lot of effort by the organizers especially if event costs keep increasing and competition locations are not friendly to public or media attendance. 

2.7  Volunteers and Community 
Community involvement, local, national and international volunteers are essential to support the overall organization and operation of a ballooning event.  Organizers must implement and maintain a good volunteer recruitment program.  
The organization and community are generally responsible for a number of local issues such as:

a) Airspace clearance to compete effectively.

b) Access to launch sites, competition headquarters, communications facilities, etc. 

c) Local media access

d) Volunteer recruitment 

e) Support to all teams

The CIA is a relatively small volunteer organization for the work that it tries to do.  Not only is it important to have the right people in the various subcommittees and working groups, but they must also be willing to take on a considerable amount of extra work in some areas, especially within EDS. 
Concerns: 
a) Finding and keeping good quality, hard working volunteers for a number of years.
b) Developing leaders and successors within CIA subcommittees and working groups.

3.
CIA Sanctioning Process  

For most Category 1 events, which are not world or continental championships, the sanction application and approval process can be completed in several months with the events usually occurring within months of approval at the Plenary.  Thus the sanction fee and deposit process is generally handled in a timely fashion through the FAI office.

For world and continental championships, as well as the Gordon Bennett race, there is a formal bid process specified within the Sporting Code which covers at least a three year period from intentions to bid, to a formal application, to a vote in the Plenary meeting.  The timeline is reasonable for building an effective organizing and officiating team but some organizers can run into difficulty with the CIA financial requirements. 

Historically the CIA sanction process has for the most part been a formal approval and monitoring process, especially for most Category 1 events.   After EPAS/EDS was formed in 1999 the group became the contact point for sanction applications, provided advice to organizers, kept in touch with Event Directors and monitored the progress of event planning, especially Category One competitions.

Over the years a number of formal procedures were implemented:

a) Organizers were required to complete a comprehensive sanction application checklist which was made available on the Web for the Plenary, competitors and officials. 

b) The FAI Organizers Agreement was implemented and is administered by the FAI office.

c) A standard schedule of sanction and deposit fees which are collected by the FAI office. 

d) Where needed an EDS Advisor is available to help organizers. 

e) The bidding process for world, continental and Gordon Bennett competitions has been written into the Sporting Code – Section 1.

EDS works with organizers, and Event Directors to make sure they are aware of the significant finances required, logistics, officiating and administrative staff, airspace clearance from authorities, along with many other needs.  The normal process is that Event Directors for the major competitions have worked with the same organizers for a number of years to develop an officiating team and the event to the calibre required for a championship.  On site visit provisions by an Event Advisor are included in the FAI Organizers Agreement but often not necessary if the event has steadily evolved over the years to taking on larger championships.  A multi year development plan is usually the best approach to develop the community, organizer skills, officiating team and financial reserve. 

Should there be signs of an event starting to fail, which is not always easy to detect, the CIA will be faced with a number of serious decisions some of which may be:

a) What standard is used to declare an event failing? 

b) Should the CIA withdraw the sanction and effectively close the event?

c) Should the CIA try to move the event? 
d) Should the event be allowed to fail? 

Each situation has significant consequences to the organizers, competitors and CIA.  The decisions will be difficult and will need to be made, but will require sufficient information and documentation to withstand any legal challenges.   Additionally, the CIA with FAI assistance should not be afraid to start a legal challenge should it be required. 
Concerns:

a) Maintaining quality and experienced EDS members as interested delegate and non-delegates are few.  

b) The process of working with event organiser is still time consuming and often difficult for CIA/EDS volunteers to stay on top of event issues.  

c) Other than being part of the event planning organization and attending meetings, it is very difficult for EDS to tell how the event planning is progressing, especially if the organizer is not willing to share information, does not provide accurate financial updates, or answer questions accurately.  In some situation, even members of the Boards of these organizations are not aware there are problems until much too late.  Secrecy can be a major problem.

d) Commitments from air traffic control, land owners, local authorities and senior officials can change over time, and not always for the better.
e) Concerns about the timeliness of parts of the formal bidding process, especially the financial milestones. 
4. 
Recommendations
Within the context of the CIA competition organization process and the concerns identified, it is essential that a number of principals are maintained:
a) CIA championships must be organized and held in a professional manner as per the FAI Organizers Agreement, Sporting Code and sanction application process and information.

b) The CIA’s, the competitors and CIA Officials interests, fees and expenses must be protected and returned should an event be cancelled or not meet expectations. 
c) All CIA procedures and documentation need to be detail enough to stand up to any challenges should legal action be required. 

The recommendations that follow need to consider the organizers financial status, the resources of FAI, CIA and EDS, NAC’s direct involvement and the ability to enforce penalties on organizers and NAC’s. 
A method of making sure that event organizers meet their commitments is through a system of deposits whether they are cash or instruments of credit.  The deposits and sanction fees should be paid in stages that are appropriate to how close the event is to completion, while considering the organizers cash flow situation prior to the event.  Caution must be taken by the CIA to insure that pre-event deposits do not restrict the organizers abilities to hold the event.     
When the CIA sanctions an event, it is provides the organizers with:

a) The ability to build on the FAI and CIA brands, names, reputation, know how and goodwill to attract governments, sponsors, media and the public. 

b) The “rights” to the event names (worlds, continentals, etc.) and logos, for the purpose of publications, posters, public and media displays, etc.

c) The privilege of declaring the winners, champions in various categories.

However the FAI and CIA must safeguard the name and the reputation of the international air sport bodies as it is critical to maintain confidence in them.   To ensure that organizers realize the factors and implications in organizing major competitions, it is important to have a serious sanction fee and deposit structure in order to protect the CIA interests.   The following is proposed: 

a) 
Bid Fee

In order to insure that organizers are serious in their bidding for world and continental championships as well as the Gordon Bennett race, the CIA should implement a bid fee.  This would accompany the letter of intent and would not be refundable except for the winning bid where it would be applied to their event sanction fee. 

b)
Sanction Fee

The sanction fee structure has not been updated since 2001 and a new schedule is proposed in the appendices considering the new women’s championship categories. The current sanction fee structure is not adequate to cover any outstanding expenses incurred; in fact in some cases it barely covers the costs of medals, diplomas and flags.   

The organizers winning the privilege of hosting the event needs to pay the sanction fee when the FAI Organizers Agreement signed at the CIA Plenary. The sanction fee is not refundable. 

c) 
Performance Bond 
For worlds and continental championship that are in the multi-year bidding cycle, the amount needs to be sufficient to ensure the organizer will proceed with the event but should they not; the monies would be retained by the CIA and used to restart the bidding process for the event. 
Current practice is that the deposit is paid upon the signing of the FAI Organizers Agreement, which in the case of Continental or World Championships is 2 years before the event.  It is recommended that the performance bond should be deposited in an FAI escrow account one year prior to the championship start date.  A minimum amount will be specified for each type of event. When the event is successfully completed, and any event related debts repaid, the Bureau will approve return of the funds to the organizers. 

d) 
Competitors Entry Fees

Competitor entry fees are usually used by the organizers as pre-event cash flow since sponsors often do not pay their fees until the event is held.  It is recommended that the entry fees, excluding any fees for additional services or products, should also be included in the escrow account.  
As entry fees are collected once they reach the deposited performance bond amount, all funds exceeding that amount would be deposited directly into the escrow account.   For smaller events, the competitor fees may be below the performance bond, while for larger events the final amount in the escrow account would exceed the performance bond but would equal the total of all entry fees. 

The above procedure would still give organizers some cash flow during the invitation process.  

When the event is successfully completed, and any event related debts repaid, the Bureau will approve return of the funds to the organizers.  

If the competitors other expenses (such as travel, vehicle rental, accommodation) are not included in the entry fees, it would be very difficult to establish a fair refund schedule.  This remains as an area of exposure for competitors.  

e)
NAC Responsibilities 

Much more involvement is required from the NAC’s in regard to major championships hosted in their countries.   This means closer monitoring of the event plans, financial status and organizers abilities.  At least one member of the NAC should be on the organizations board of directors and included in all planning discussion.

The host NAC is a co-signer of the FAI Organizers Agreement and bares some financial responsibility should the event fail.  The FAI would need to be involved to recover any money from an NAC. 
f) 
Implementation Dates

With the adoption of new event fees, it is proposed that they be phased in and not affect events currently sanctioned or seeking sanction at the 2010 Plenary.  Rather they should apply to new events yet to be bid for.  

5.
Conclusion
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While implementing event standards and strict financial requirements it is important to maintain a balance between organizers needs and the CIA, competitors and officials.   This is not easy since over a period of time demands increase, problems escalate and the interests of all groups involved change. 
Organizers will need a new financial model in order to meet the new CIA criteria.  This means have sufficient funds “before” applying for major championship sanctions rather than accumulating the funds during the event.  

Although it is ideal to implement sanctioning and monitoring practices to safe guard the CIA’s interest it is foreseeable that problems of some type will still occur.   Therefore the CIA must always be well prepared to pursue legal action when the situation demands. 

-end-
As a result of the discussion in the EDS meeting the original motions were modified to read: 
Motion by EDS:   To accept the document in principal and to propose to the Plenary that the
    performance bond structure and procedures as document in the report be accepted.
Appendix A – Proposed Sanction Fee Structure (2010)
	EVENT SANCTION FEES:
	2001 Fees
	Proposed New Sanction Fees
	Bid Fee **

	 
	Swiss Francs
	Swiss Francs
	Swiss Francs

	World Air Games
	10 - 20.000
	 
	 

	 
	 
	
	

	World Championships
	 
	
	

	Hot Air
	5 - 10.000
	10.000
	500

	Hot Air (Women’s) *
	
	3.000
	500

	Airships
	1 - 1.500
	3.000
	500

	Gas
	1 - 1.500
	3.000
	500

	Rozier
	1 - 1.500
	3.000
	500

	 
	 
	
	

	Continental Championships
	 
	
	

	Hot Air
	2 - 3.000
	8.000
	500

	Airship
	500 - 1.000
	3.000
	500

	Gas
	500 - 1.000
	3.000
	500

	Rozier
	500 - 1.000
	3.000
	500

	 
	 
	
	

	Coupe Aéronautique Gordon Bennett
	1 - 1.500
	8.000
	500

	 
	 
	
	

	All other Category One events
	1 - 2.000
	1.000
	 

	 
	 
	
	

	CIA Sporting Event
	500
	500
	


*    - Women’s championships will be smaller than the combined championships 
**  - Bid Fee will be applied to the sanction fee for the winner of the bid 

Appendix B - Performance Bond 
The performance bond is put into an escrow account, according to the fee schedule.  As entry fees collected reach the deposited performance bond amount, all funds exceeding that amount would be deposited directly into the escrow account.   For smaller events, the competitor fees may be lower than the performance bond, while for larger events the final amount in the escrow account would exceed the performance bond and equal the total of all entry fees.  The Performance Bond does NOT need to be a cash deposit, but can be an “instrument of credit” from a bank.
	
	Entry Fees in 
Escrow Account
	Minimum Performance Bond

Swiss Francs 

	 
	Swiss Francs
	

	World Air Games
	No (FAI looks after)
	0

	 
	
	

	World Championships
	
	

	Hot Air
	yes
	25.000

	Hot Air (Women’s) *
	yes
	15.000

	Airships
	yes
	15.000

	Gas
	yes
	15.000

	Rozier
	yes
	15.000

	 
	
	

	Continental Championships
	
	

	Hot Air
	yes
	25.000

	Airship
	yes
	15.000

	Gas
	yes
	15.000

	Rozier
	yes
	15.000

	 
	
	

	Coupe Aéronautique Gordon Bennett
	yes
	15.000

	 
	
	

	All other Category One events
	no
	5.000

	 
	
	

	CIA Sporting Event
	no
	500


* - Women’s championships will be smaller than the combined championships 
Appendix C - 
Calendar View of Payments 

Example:  2012 World Hot Air Balloon Championship – July 2012

	
	Action 
	Financial Action
	Fee to FAI CHF

	2008
	
	
	

	December
	Letter of Intent
	Bid Deposit payment
	500 

	
	
	
	

	2009
	
	
	

	December
	Bid Information to CIA
	
	

	
	
	
	

	2010
	
	
	

	March 
	Sanction approved
	Sanction Fee payment
	10,000

	
	
	
	

	2011
	
	
	

	March
	
	Pay Performance Bond to FAI
	25,000

	October
	Invitation Process starts
	
	

	
	
	
	

	2012
	
	
	

	January
	Invitations issued
	
	

	February
	Entry fees start to arrive 
(assume entry fee of 500 CHF for 103 balloons)
	Deposit entry fees into escrow 
(53 competitors more than  performance bond)
	26,500

	July
	World Championships competition 
	
	

	August
	Jury and CIA Bureau approve release of funds to organizer 
	Returned to organizer 
	51,500


Appendix D – Implementation Schedule 
	
	New Sanction Fees

for events in
	Bid Fee

for events in
	Performance Bond Implemented for events in

	 
	
	
	

	World Air Games
	
	
	

	 
	
	
	

	World Championships
	
	
	

	Hot Air
	2014
	2014
	2014

	Hot Air (Women’s) *
	2014
	2013
	2013

	Airships
	2014
	2013
	2013

	Gas
	2014
	2013
	2013

	Rozier
	2014
	2013
	2013

	 
	
	
	

	Continental Championships
	2014
	2013
	2013

	Hot Air
	2014
	2013
	2013

	Airship
	2014
	2013
	2013

	Gas
	2012
	2013
	2013

	Rozier
	2014
	2013
	2013

	 
	
	
	

	Coupe Aéronautique Gordon Bennett
	2012
	2012
	2012

	 
	
	
	

	All other Category One events
	2011
	
	

	 
	
	
	

	CIA Sporting Event
	2011
	
	


* - Women’s championships will be smaller than the combined championships 
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